Digital imaging system integration is a complex process. A project team and a defined process for system planning, evaluation, and implementation can improve the chance for success. In this presentation, our project team relates their experiences.
f t quisition and installation were simple: (1) purchase the equipment; (2) have vendor install it, (3) conduct acceptance testing, and (4) perform patient examinations.
Our department recently experienced digital imaging equipment installation culture shock and technostress. We selected computed radiography (CR) chest vendor components in the same manner as usual for conventional radiographic equipment and set up delivery dates. The installation and acceptance testing should have taken 2 weeks, but due to lack of planning for digital system integration, the process lasted 4 months.
We encountered communication problems within the system: for example, our Radiology Information System (RIS) did not talk to the~c quisition equipment and allow the Digital Imaging and Communications in Medicine (DICOM) worklist to function, the laser printer did not receiveimages to print, and images would not transfer to the picture archive communication (PAC) system.
DISCUSSION
We resolved to improve our process for the next digital equipment purchase and proceeded to plan our new procedures. A multifunctional group was assembled to review issues and formulate a reasonable plan of action. Table I outlines our "project team" and function of each member.
In the initial meetings, the project team discussed the components, connectivity, and functions of a digital imaging system. The group quickly realized the interdependency of each member within the team. Important observations made regarding the overall digital equipment evaluation to installation process were as follows:
• Table 2 is a summary of the procedural phases identified and the project team involvement in each phase.
RESULTS
Our message from the project team meetings and workflow discussions is communication, No one person has answers to all of the digital equipment installation questions at an operational level. It is important to have all of the system evaluation and installation experts on board from the very beginning (equipment request) through the installation phase. These experts make up the project team and ensure that relevant information is gathered in a timely manner and applied to the process.
The project team membership may vary with the type of digital acquisition equipment (modality) purchased, but the team and communication concept remains the same.
We have used the new process in two different projects this last year and feel that it is a great improvement over our previous experience. We learned that (1) lead time is needed to develop required interfaces; (2) the evaluation of workflow prior to remodeling or establishing workstation locations is important; and (3) there is a need for a designated point person or project manager to coordinate communication and vendor interactions. The team approach provides us with the tools for an efficient and successful process.
